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15 DEC 1978

Mr. Donald G. Ogilvie
Associate Director for National

Security and Internaticnal Affairs
Office of Management and Budget
Washington, D.C. 20503
Dear Don:

Enclosed are three copies of the Management Plan that comprises

CIA's part in implementing the Presidential Management Initiatives. CIA

managers welcome the opportunity to provide assistance to the incoming

Administration by summarizing in this Plan the issues that now face them.

Sincerely,
25X1A
. & -~
James H. Taylor
Comptroller
Enclosure
Distributions
Original - Addressee, w/enc
25X1A 1 - ] w/enc
1 - DIXCI, w/enc
1 - ER, w/enc
(D~ oA, w/enc
1 - DDI, w/enc
1 - DbuoO, w/enc
1 - DDS&T, w/enc
1 -~ IC Stafr, w/enc
25X1
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AGENCY MANAGEMENT PLAN
INITIATIVE: 1
TITLE: becisionmaking and Departmental Organization

 DEPARIMENT/AGENCY:  Central Intelligence Agency

RESPONSIBLE OFFICIAL: James H. Taylor, Comptroller TELEPHONE: 25X1

I.  Policy Analysis Staff

a Qetermihe extent to which there is a unit available to assist the agéncy
head in carrying out the functions listed in the Summary Sheet (Issue 1,
Ttem A); and report to OMB on steps taken to establish or upgrade such a
unit,

These functions are vested in the Comptroller. who reports directly
to the Deputy Director of Central Intelligence.

L. "MBO Program

‘Review agency objectives for possible improvement and include those
necessary to carry out actions directed by the President.

Action Steps Estimated Completion Date - Remarks

a. Directorate - 6 September 1976 Comgcleted.
Submissions

b. DDCI Review 22 September 1976 Done.
c., Provide to 27 September 1976 Postponed to coincide with
OMB Examiner OMB examiner's review of

FY 1976 budget.. Objectives
for 1977 and 1978 provided
to OMB on 4 October 1976.
Further details transmitted
to OMB examiner 15 October
1976.

Statement of Missions and Functions

A. ‘'the Central Intelligence Agency was established under the authority
of the National Security Act of 1947 and the Central Intelliggnce Agency Act
of 1949. The Agency functions under the direction of the National Security
Council. The charter legislation charges the CIA to:

o advise the Rational Security Council in matters concerning

such intelligence activities of the Government departments
and agencies as relate to national security;

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300050027-4
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@ make recommendations to the National Security Council for
the coordination of such intelligence activities of the
departments and agencies of the Government as relate to the
national security;

@ correlate and evaluate intelligence relating to the national
security, and provide for the appropriate dissemination of
such intelligence within the Government using where appropriate
existing agencies and facilities: Provided, That the Agency
shall have no police, subpoena, law-enforcement powers. or
internal-gecurity functions: Provided further, That the
departments. and other agencies of the Government shall centinue
to collect, evaluate, correlate, and disseminate departmental
intelligence: And provided further, That the Director of
Central Intelligence shall be responsible for protecting
intelligence sources and methods from unauthorized disclosure;

o perform, for the benzfit of the existing intelligence agencies,
such additional services of common concern as the National
Security Council determines can be more efficiently accomplished

centrally; ' ’ -

e perform such other functions and duties related to intelligence
affecting the national security as the National Security Council
may from time to time direct.

This broad charter and subsequent directives of the National Security
Council have established collection of foreign intelligence and counter-
intelligence abroad, analysis and production of finished intelligence,
and covert action in support of naticnal and strategic policies as the
missions of the Central Intelligence Agency.

B. Specific functions to carry out these missions were most recently
defined in ELxecutive Order 11905 issued on 18 February 1976. 'The
functions are: -

© Produce and disseminate foreign intelligence relating to
the national security, including foreign political, economic,
scientific, technical, military, sociological, and geographic
intelligence, to meet the needs of the President, the National
Security Council, and other elements of the United States
Government.

@ Develop and conduct programs to collect political, economic,
scientific, technical, military, geographic, and socioclogical
information, not otherwise obtainable. relating to foreign
intelligence, in accordance with directives of the National
Security Council.

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300050027-4
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® Collect and produce intelligerce on roreign aspects of inter-—
national terrorist activities and traffic in narcotics.

® Conduct foreign counterintelligence outside the United States
and when in the United States in coordination with the FBI
subject to the approval of the Attorney General.

© Carry out such other special activities in support of national
foreign policy objectives as may be directed by the President
or the National Security Council and which are within the
limits of applicable law.

25X1A

o Carry out or contract for research, development, and procurement
of technical systems and devices relating to the functions
authorized in this paragraph. '

© Protect the security of its installations, activities., information,
and persomnel. In order to maintain this security, the CIA shall
conduct such investigations of applicants, employees, and other
persons with similar associations with the CIA as are necessary.

e Conduct administrative, technical, and support activities in the.
United States or abroad as may be necessary to perform the functions
described in the subparagraphs above, including procurement,
maintenance, and transport; communications and data processing;
recruitment and training; the provision of personnel, financial,
and medical services; development of essential cover and proprietary
arrangements; entering into contracts and arrangements with
appropriate private companies and institutions to provide
classified or unclassified research, analytical and develop-
mental services, and specialized expertise; and entering
into similar arrangements with academic institutions, provided
CIA sponsorhip is known to the appropriate senior officials
of the academic institutions and to senior project officials.

Management by Objectives: DDCI Objectives for 1977 and 1978

A. Objective 1: (Relates to Function 1)

Improve our ability to interpret policy-makers' and other consumer
needs and understand how well our products are meeting those needs.

¢ This objective subsumes inquiries into several questions
that concern the range of substantive intelligence products

3
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and consumers. Mr. Stevens, the DDI, is the action officer
directing several studies. One is due for review by the
Executive Advisory Group (£AG) by October 14, 1976. Three
others are due to be reviewed by the LAG by February 1, 1977.
Mr. Stevens will be supported by elements of the Intelligence
Directorate, the Science and Technology Directorate, the
Congressional Liaison Cfficer, and the National Intelligence
Officers, as appropriate. Each study is likely to generate
subsequent implementing actions.

B. Objective 2: (Related to functions 2 and 7)

Determine for the future those satellite and other collection systems

that will be required to meet our day-to-day intelligence production needs,

our crisis needs, and, given the technological advancement of target
nations,| |

® Action under this objective has been assigned to the Science
and Technology Directorate and the Intelligence Directorate
with assistance from the staff of the Office of the Comptroller.
By December 1, 1977 they will provide the Executive Advisory
Group with a systematic and integrated evaluation of the
information requirements in the 1980s that will drive develop-
lent of collection means to satisfy those reguirements.

C. Objective 3: (Relates to Function 1)

Institutionalize within CIA a means to ensure adequate consideration
of alternate hypotheses having a low probability of being correct but
having so significant an impact it true that they must be brought to the
attention of policy-makers.

@ By March 1, 1977, the Executive Advisory Group expects to
have the recommendations of the Intelligence Directorate, the
Science and Technology Directorate and the National Intelligence
Officers for implementing this objective. Implementation itself
will extend at lcast into 1978.

D. Objective 4: (Relates to function 1)
Reconsider the proper scope and emphasis of our substantive product.

¢ On November 11, 1976, the Executive Advisory Group reviewed
recommendations for the best balance of in-depth analysis and
current reporting by the Intelligence Directorate, taking into
account the results of a study prepared byl |on
the organizational arrangements that most eIfficiently support
meeting substantive requirements.
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E. Objective 5: (Relates to Function 1)

Insure that our basic research capabilities are maintained and our
data bases updated and revitalized while increasing emphasis on timeliness
of responses to the immediate demands of policy-makers.

@ This objective is closely allied to Objective 4, as are the means
to meet it. Work has bzen assigned to the production offices
in the Intelligence and Science and ‘fechnology Directorates,
and an initial review by the EAG took place on November 11, 1976.

F. Objective 6: (Relates to Function 2)
Define the Agency role in SIGINT programs.

® A SIGINT Task Force was formed in July 1976 with representation
from the two Directorates active in SIGINT collection. The EAG
meets monthly on this subject; all work is to be completed by about
February 1, 1977. (Details of this study can be found as Item B of
Efficiency Evaluations, Initiative 2.) '

G

Objective 7: (Relates to Function 9)

Hlake our legitimate financial and personnel cover arrangements more
secure and beyond compromise.

® Staffs of the Operations and Administration Directorates are
preparing proposals for consideration by the Executive Advisory
Group. Their reports are due by April 1, 1977; these proposals
will lead to changes to be implemented during 1978.

H. Objective 8: (Relates to Function 9)

Improve our system of management review, establishing regulations and
guidelines that will enable us to accommodate the demands of unusual oper-
ations, in order to protect our integrity and maintain our effectiveness.

@ The General Counsel has been charged to present proposals regarding
internal regulations, guidance, periodic review by the Inspector
General, regular reporting, and management review. The task is to
be completed by February 1, 1977, with the EAG to direct subsequent
steps in the process.

I. Objective 9: (Relates to Function 9)

Improve our personnel management practices and equal employment
opportunity performance in the areas of hiring, career development and
training. reward for excellence, and retirement and separation.

® Basic questions about personnel management are being addressed
by the Adninistration Directorate, assisted by other directorate
staffs as needed. An interim report is scheduled for review

- n
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by the Executive Advisory Group by October 20, 1976. In addition.
the DDCI has instituted a requirement for quarterly reporting
from each directorate on EEO performance.,’ ' '

J. Objective 10: (Relates to Function 9)

Improve the perceived status of personnel in service versus production
or collection elements.

® The Administrative Directorate will take the lead in preparing
studies that are due to the Executive Advisory Group by March 1,
1977.

K. _ijective 11: .(Relates to Function 9)

Review ‘and improve the design of all current Agency training programs
such that they augment the skills and capabilities of those in critical
segments of the Agency.

® The Administration Directorate bears primary reéponsibility for a -
thorough review of all phases of training, with an initial report
due to the Executive Advisory Group by January 1, 1977.

Note: An objective relating to reduction of time required to process new
recruits has been removed from the list of DDCT Objectives. The
effort is still being pursued at the office level.

Management by Objectives: Processes and Procedures

A. The Central Intelligence Agency is affected by two separate, but
related MBO or MBO-like processes. The first is a Community process
which produces the Community's objectives: the second is the MBO
process that is part of the Agency's internal management gystem.

B. The Community's objectives are a combination of management and
substantive objectives, are few in number, and rather broad in scope.
Periodically, they are discussed with and reported on to OMB and the

White House. Their impact on the Agency has been primarily on senior
management. Key Intelligence Questions are an expansion of the substan-
tive objectives, and reflect the most important subjects and most

critical gaps in intelligence. The Key Intelligence Questions have had
considerable impact on the operating units of CIA and are reflected widely
in their objectives.

- €. Management by Objectives was introduced into the Agency's management
system during fiscal 1973. During the first two annual cycles in MBO, the
DCL formulated objectives for each of the directorates which were elanorated
throughout the Agency in letters of instruction to all enmployees. The
first set of objectives were few in number and reflected those activities
to wihich the DCI attached greatest importance.. Performance against the

6
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bCi's objectives was measured semi-annually or more often at the
directorate level: DCI evaluation occurred mainly but not exclusively
during the annual Program Review.

D. The philosophy underlying the early application of MBO was that

its use in the Agency had to be flexible, that the unique characteristics
of the directorates argued against imposition of a uniform. rigid system.
Objectives at the directorate level and at the office or division level
reflect this philosophy, but even so the systems that have evolved in the
directorates are quite similar. The Administration Directorate, the
Intelligence Directorate and the Science and Technology Directorate use
selective approaches. Their objectives are designed to identify problems,
focus efforts, and improve lines of communications. The Operations
Directorate, in contrast, explicitly tied its system to the allocaticn

of resources, developing objectives that are bread and encompass all of
its activities. '

E. During the Program Review in July 1975, a number of issues or problems
were identified for each of the directorates. The issues were incorporated
into letters of financial guidance from the DCI to each deputy director

and in effect became DCI objectives. A similar procedure occurred this
year during the Program Review conducted by the DDBCI. Action items arising
out of the Program Review and objectives supporting the goals established
by the DDCI drawing from all elements of the Agency, have been cast into
the Management by Objectives framework and now compromise the agenda for
the Executive Advisory Group which. the DDCI selected as his vehicle for
total resource management of the Agency. The innovation of letters

of financial guidance by first the DCI and then repeated by the DDCI has
tied Management by Objectives to the resource allocation process. This
development has not altered the processes followed at the directorate

level or below: objectives continue to serve intra-directorate as well

as Agency-level bases for evaluation of performance and for resource
planning.

11I. Decisionmaking

Develop and utilize checklist approach to decisionmaking.

Action Steps 7 Estimated Completion Date Remarks
a. Distribute 15 August 1976 Proposed checklist discussed
OMB Guidance by Comptroller with DDCI and

four Deputy Directors on
18 August; OMB guidance on
checklist sent to meeting
participants same day.
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Action Steps Estimated Completion Date Remarks
b. Review usage ' 14 October 1976 Usage and utility of decision-
and utility nmakers' checklist approach

was reviewed at the morning
meeting of senior Agency
managers. There was general
agreement that the approach,
somewhat modified for the
unigue requirements of the
Agency, added a useful
dimension to other aspects

of the decision-inaking process.

A. Review. current staffing patterns and organizational structures to

identify unnecessary position layering and excessive organizational subdivisions.

During the past several months, the Central Intelligence Agency
has begun to make organizational changes to implement Executive Order
11905 issued by President Ford in February 1976. Responsibility for
day-to-day operations of the Agency is now assigned to the Deputy
Director for Central Intelligence who has begun a sweeping review of
all phases of the Agency's work. To help him in this review, the ODCI
has drawn his senior managers into an Executive Advisory Group which
has set for itself the task of devising the best use of Agency personnel
resources.  One vehicle that the EAG has chosen is a personnel inventory
which will be conducted in the next six months and will, inter alia,
identify unnecessary position layering and "assistant to' positions.

First steps in this process have already been taken and are descr ibed /

in detail in Issue 5, Item III., Position and(ClarificatiomManagement.

B. Develop plan to consolidate sub-units.

1. The EAG is currently reviewing many aspects of the organizational
structure of the Central Intelligence Agency and consolidation of sub-
units will be one of the options to be considered under this rubric. Two
major reorganizations have already been approved and are underway; one in
the Operations Directorate and the other involving the Intelligence and
Science and Technology Directorates.

2. The reorganization in the Operations Directorate was begun in 1976
and will continue into fiscal 1978 to accommodate the reduction in personnel
levels directed by Congressional action on the 1977 budget. As a result
of streamlining of the Operations Directorate as well as the regular
processes that evaluate components' performance (see items D and E under
Initiative 2, Efficiency Evaluaticns), consolidation of sub-units will
occur.

3. The second reorganization includes the transfer of two offices

from the DDS&T into the DDI and one office from the DOI to the DDS&L. While
the chief motivation for these shifts was to group together offices with
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similar functions, a considerable amount of internal restructuring
will also take place. VFor example, the DDI reorganization includes
consolidation of production support sub-units as recommended in the
efficiency evaluation described as item C under Initiative 2. Another
feature of the DDI reorganization is consolidation of analytical units

by elimination of layers of review-—-at the branch level in some cases

and at the division level in others.

C. Establish procedures to ensure at least agency deputy level review

- L] . N N . . 0
of proposals to create new subdivisions and “assistant to" positions.

25X1A

CIa Headguarters Regulation [ |reads as follows:

Each Deputy Director is responsible for implementing
the provisions of this regqulation within the area of
his jurisdiction and will...present proposals for
significant organizational changes...to the Director
for approval. Proposals should be forwarded, with
appropriate justification through the Comptroller.
(Significant organizational changes include such
actions as the establishment or closure of a station
or base [and] the transfer of a major function from
one component to another.)

The Comptroller will review proposals for significant
organizaticnal changes...which have budgetary, manpower,
or program implications among two or more directorates
and submit appropriate recommendations to the Director.

INITIATIVE: 2

TITLE: Evaluation of Current Programs

DEPARTMENT/AGENCY: Central Intelligence Agency

RESPONSIBLE OFFICIAL: James H. Taylor, Comptroller TELEPHONE:

25X1

I. Policy and Evaluation Unit
A. Responsibility is vested in the Comptroller of the Central Intelligence
Agency.

B. Identification of Programs for Review

1. Evaluation is a regular feature of the annual budget process

engaged in by the Central Intelligence Agency. Each component evaluates

itself in the first instance, noting its performance against the objectives

and plans made for the fiscal year that is ending. When shortfalls are
noted, efficiency evaluations or performance evaluations are done to
identify why deviations from desired courses of actions occurred and to

renedy any deficiencies. Bxamples of this process are described below——
particularly the review of stations | | and the on—going

program to evaluate contract translators.

9
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2. The evaluation process tied to the budget process operates at
the directorate level as well: an example of an evaluation arising ,
from directorate review is the review of | | - 25X1C

I L 25X1C

Agency level review can be touched off by the annual program review
or, in the case of the SIGINT study now in progress, by oversight
bodies. Responsibility for conducting evaluations is vested in the
top level of Agency management and may be assigned to the Requirements
and Evaluation Staff of the Office of the Comptroller, the Inspector
General or the Audit Staff depending on the nature of the program to
be evaluated.

3.  The ultimate objective of all evaluations is to determine the
value of the intelligence product to the consumers whether they be
analysts needing new informaltion to close intelligence gaps or the
policy-makers who are the nost important consumers of finished
intelligence. In the process, questions are asked about how well the
job has been done, whether there is a genuine need to continue, or if
adjustiments in taskings, priorities or methods are required. Since
assessmente and evaluations serve a variety of purposes and involve

- nuimerous organizational components, several methodologies are used

depending on the collection activity being examined, availability of
data, time constraints, and the intended use. As a result of evalu-
ations process, a program may be expanded, curtailed or cancelled.

C. Examples of Evaluations

10
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Action Steps Estimated Completion Date Remarks

a.

Begin DDO and 1 August 1976
DDS&T reviews :

b. Begin DDI and 15 August 1976
DDA reviews
c..Complete component -1 Novemrber 1976 Reviews complete,
reviews
d. Complete study 30 November 1976 Report being drafted.
B, SIGINT Study (began 9 August 1976)

Because the OMB8 and the House Appropriations Committece have
suggested that more of the US SIGINT program should be consolidated
under -a single manager, the Central Intelligence Agency has assigned
a task force to study its SIGINT missions and to develop recommendations
concerning the conseguences of consolidating the program. The study
will detail the SIGINT missions the Agency is reguired to do, those
it is uniquely capable of doing, and those which it doess but which can
be done by other agencies. The study will develop estimates of
potential costs and savings resulting from transfer of missions to
consclidate the program.

Action Steps Bstimated Completion Date Remarks

a. Draft interim 30 August 1976 Report completed.
response on HAC
teain report

b. Coordinate 30 September 1976 Coordination completed.
response with
IC staff and
NSA

c. CIA position 12 November 1976 Deadline set by Executive
paper to be Advisory Group, to dovetail
complete with need to develop joint

CIA/NSA paper by 1 January

1977.

C. Production Support Activities (began 15 September 1976)
A DDI Production Support Task Team was established to evaluate the
centralization of the Directorate's production support functions in one
component as a means of improving product quality/uniformity and for
possible resource savings. Because a study about reorganization of the
production offices contracted tol |was due in Novewber,

the report on the impact of consolidation of production support activities

has been scheduled for October.

13
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Action Steps . Estimated Completion Date

a. Organize

Remarks

Meetings held. Terms of

meetings reference accepted. Research
assignments made. Data
gathered by committee on
word processing. Report
drafted.
b. Submit report 1 October 1976 Report submitted recommending
to DDI congol idation. Reorganization
of the Directorate in
November and December includes
consolidation.
25X1A
Action Steps Estimated Completion Date Remarks
a. Study initiated 1 July 1976 Study began on 1 July 1976
to determine if . and in progress. Initial
efforts should or findings presented at
could be made to bivision level.
improve producti-
vity or whether one
or more should be
closed.
b. Forward report to 1 December 1976 To be included in partici-
DLO pation in Congressional
budget exercise.
25X1A
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Study initiated
to identify
subjects and
topics covered

by both systenms
and to develop
recommendat ions
to eliminate
necdless redundancy,
and to strengthen
areas of unigue
reporting.

VI Ty et

IA_-RDP79-00498W0300050027-4

Estimated Completion Date

1 October 1974

Remarks

Study in progress.,

F. Alternative Data Processing Eqguipment (began 1 July 1976)

Currently, large scale computer systems are used in a central
computer facility to provide computer services to a wide range of

applications and users throughout the Agency.

Many of the applications

can be classified as information storage and retrieval applications.
Information storage and retrieval systems have much commonality in
the functions that are performwed and the ADP techniques that are used

to accomplish these functions.

When large centralized computers are

used for these applications, service to the customers is affected by
competition for computer resources, interaction among applications

which can slow down response time to one or more users, and occasional
system outages. In this study, to be done partly by a contractor, we
have selected an appropriate application involving a data base
containing information on Special Clearances. Data will be converted
for use on a minicomputer, programs will be prepared, and opsrational
tests will be performed and evaluated to determine if the minicomputer

can provide greater reliability (i.e., less downtime from system
failure) and more effective response time for storage and retrieval
functions at less cost.

Complete review
current methods for
processing the
application.

Complete conversion

of current data base

to suitable form for

use with minicomputer.

Approved For Release 2002/11/04

Estimated Completion Date

31 July 1976

31 October 1976

Remarks
Review completed. The
current system (computer
programs and operating
procedures) has been
examined in detail,

An unclassified subset of
the data base was created
and loaded into the mini-
computer. This data base

is now operational. The
physical capability of the
minicomputer's disi storage
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has been reached. Thus, if

it were decided (after this
test) to use the minicomputer
for this particular apelication,
it would be necessary to
acquire additional dis

storage to accomrodate the

full data base.

Action Steps Estimated Completion Date Remarks

c. Complete appli- 30 November 1976 The basic application programs
cation programs to handle all queries are
for minicomputer complete. However, it is

clear that it would not be
practical to produce lengthy
monthly repcrts and certain
other large file maintenance
processes that are related to
this particular application
using only the minicomputer.
A feasible sclution would be
to use the minicomputer as
a distributed processor for
the daily functions of entering
data and gquerying the file,
and to call upon a central
computer for producing monthly
reports.
d. Complete oper- 31 December 1976

ational tests of

minicomputer and

application

programs

[
e, Completa:gvolutign)‘ 31 January 1977
and study report

G. Component—-Conducted Training

All training activities in the Agency, whether under the direction of
the Office of Training or by components, are being reviewed by the Audit
Staff to determine possible duplication, opportunities for combining
similar courses, and the efficiency of methods used to determine training

requirements.
Action Steps Estimated Completion Date Remarks
a. Initiate studies 15 November 1976 Underway.
b. Report to DDCI 1 January 1977
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il. Survey of Applicant Processing Data Controls (began 2 August 1379)

A Feasibility study is being conducted to determine the efficiency
and effectiveness factors of using the computer to control apslicant files,
to include reporting and summarizing data on numbers of files, wovement
of files, length of time in process, EBO reports and the disposition of
files. The vtudy will include the exploration of high-speed word
processing equipment to reduce personnel costs and to improve service to
applicants.

Action Steps Estimated Completion Date Remarks
Conduct feasibility study 30 September 1976 Conpleted
If feasible, explore: 30 November
(1) Computer hardware 1976

(2) Available prepackaged prograus

Explore high~speed word processing
equipment

Assuming the study results are
positive, the following m1lestoneq
will be implemented

Secure and install equ1pment and
software

Training employces

Implement new system ‘ _ September 1977

I. Evaluation of Contractor lranslators (an on-going progranm)

Quality Control Guidelines set standards and procedures for initial
language testing, test grading and periodic performance and skill
evaluation of all contract translators. Every translator is reevaluated
annually, on language skill and volume of work. A substantive officer
from a relevant production office participates in the evaluation.
Ratings are on a scale of 1 (low) to 5 (high). Ratings determine rates
of payment and work flow and also provide a mechanism for weeding out
poor performance, As a result of evaluations during 1976, 15 contracts
were cancelled.

The system assures that only qualified translators are offered
contracts, that they are paid fair rates (based on regular checks with
the translation market), and that performance continues at acceptanle
levels of competence. Participation in the evaluation system by sub-
stantive officers assures that the producn10n offices are satisfied that
they are receiving quality products. This is a program that continues
year~round.

17
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J. Bfficiency and Productivity of Photo Laboratory

An outside contractor was commissioned to study all aspects of current

operations and recommend improvements in procedures for processing photo-

graphic materials.

The contractor submitted his report in November. The recults are to

be evaluated before the end of 1976, and recommendations will probably
be implemented during FY 1977.

INITTATIVE: 3

TITLE: Reduction in the Burden of Fedaral Reporting and Regulation

Not applicable to CIA. No further reporting required.

INITIATIVE: 4
TITLE: Contracting Out and tolding Down Overhead Costs

DEPARDMENT/AGENCY: Central Intelligence Agency

RESPONSIBLE OFFICIAL: James H, Taylor, Comptroller TELEPHONE:

I. Contracting Out

Security and time constraints severely limit CIA's freedom to contract
with the private sector. Nevertheless, CIA does use the private sector for
many services such as: '

——development of computer software and hardware;

-=-technical support to computer systems;

——computer training;

—testing of out-of-town personnel applicants;

~-acquisition and maintenance of communications equipment;
—development and manufacture of intelligence collection equipment;
~~comparative analyses of foreign weapons capabilities;

—-security testing of communications eguipment; and

—--production of shielded enclosures.

As new projects or programs arise, determinations are made whether
contracting can and should be used to achieve efficiency and econony. And

on~qoing programs are reviewed periodically to determine whether contracting

should be introduced or expanded. For example:

—-Several years ago a study was done to see if commercial pus
service would meet CIA's need tor transportation within the
Washington area more cconomically than the Agency's shuttle

18

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300050027-4

25X1



Y

£

* Approved For Rglease 2002/11/04 | CIA-RDP79-00498Ag@0300050027-4

bus service. We found that the cost of commnercial service

(five buscs for a normal workday) was greater than the total
cests associated with the five vehicles in use, the salaries

of drivers, and the costs of vehicle replacenment and maintenance,

—~During 1975 a study was done on the cost of having GPO, or a

STATSPEC - . contractor working through GPO, | | rather

1I.

than doing the job in CIA printing facilities. We found that we.
do the job with fewer people than GPO or contractors would hzve
assigned to the job.

~-In Decembar 1975, the Office of Security conducted a limited
study concerning the cost factors of commercially contracted
security investigations. The Office of Security researched the
cost factors associated with the maintenance of the current
investigative capabilities and those projected under commercially
contracted investigations. In short, this study determined that
the in-house investigations cost appreciably less than would
commercially contracted investigations.

~~The Office of Security also considered the feasibility of using
a contract guard service. For CIA, however, this appears
impractical. There are legal barriers; contract guards would
lack arrest power and would be prohibited from carrying firearms
in some jurisdictions. And using contract guards would pose
special security hazards; for example, a change of contractors
would force a wholesale turnover of the guard force that would
involve a monumental investigation, clearing and polygraphing task.

Overhead Costs

A. Overhead Costs Identification System

Overhead costs are routinely recorded and monitored through the
budgetary system of financial reporting, approvals and controls admin-
istered by the CIA Comptroller. Agency-wide analyses, including analyses
of overhead costs, are performed as required by the Resources Staff of
the Office of the Comptroller. Further supwort to the Comptroller is
provided by analyses of costs of support services done by each functional
component responsible for delivering that service. Hanagement of such
services is located within the Administration Directorate. The following
as just a few examples of such overhead cost analyses. The Contract
Review Board in the Office of Logistics has responsibility for contract
managenent of purchase orders and contracts for supplies and services.
The Office of Data Processing serves as the Agency's focal point for
review (including cost-~benefit analysis of alternatives) and coordination
of all automatic data processing acquisitions originating with other
Agency components. In the case of GSA-provided services, the Rezal
Bstate and Construction Division of the Administration Directorate is the
central point for analysis and verification of Standard Level User
Charges as they apply to CIA headguarters and to field locations through-
out the US.
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B.- Travel

1. Identify areas for improvements as a result of the review of FY
1976 reports of travel savings and accomplishments; and indicate
steps to be taken for improvement.

2. 'The Agency has a Travel Policy Committec which serves as a focal
point within the Agency for making recommendations for changes in
Agency travel policy and for coordination of travel regulations.

Among the stated responsibilities of this Committee is the evaluation
of Agency travel policies to improve efficiency, reduce costs, and
facilitate equity and consistency in the executicn of travel policy

and regulations. Additionally, as required by OMB Bulletin 76-9, the
Agency published a notice [ ] Attachment B) to reemphasize the
continuing need for avoiding nonessential travel. CIA travel costs
will be reviewed by the OMB examiner in the course of the budget review.
Attached is a report of FY 1976 travel costs and savings--Attachment C.

3. The following are methods and procedures that will be taken
during 1977 to minimize travel costs and eliminate nonessential travel:

~-Qverall management of travel by Agency employees:

o the Travel Policy Committee will review and evaluate
Agency travel policies to improve efficiency, reduce
costs, and facilitate equity and consistency in the
execution of travel pelicy and regulations;

© each authorizing official at the component level has
reviewed annual travel plans and will during the year
evaluate individual travel requests to determine the
need for travel, alternatives to travel, the most economic
means of travel, and the duration of time a traveler
spends at the destination; and

o all travel will be authorized within the policies of

25X1A Agency notice [ | disseminated in February 1976

and the guidelines of OMB Bulletin No. 76-9, Supplement
No. 2, Methods and Procedures for Curtailing Official
Travel and Reducing Travel Costs.
—Meagures to be taken in addition to the above:
o monthly reviews of upcoming travel will be nheld by

authorizing officials to revalidate travel reqgquirements
and eliminate non—essential travel;

20
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© some recruiting activities. investigation of some
Equal Employment Opportunity complaint cases, as well
as counseling by EEO officers may be conducted over
open or secure telephone lines rather than by travel;

o commensurate with legal, operational and security
requirements, EED counseling will bz conducted by in-
country counselors;

o to the extent feasible, lengths of tour for overseas
stations will be examined for extension beyond two years;

o approval of two consecutive tours of duty with home leave
to reduce costs associated with permanent changes of
station will be considered;

© in selected cases, employees may be authorized to proceed
from one permanent change of station assignment to the
next without reporting to headguarters for administrative
processing or training;

o compact car rental policy will be strictly enforced;

© maximum use will be made of GSA-sponsored car rental
facilities;

o student group travel will be reviewed to ensure that it
is essential to the completion of a course or seminar aud
has as its destination a location as close as possible to
where the course is being conducted;

o when possible, manufacturer or contractor instructors
will be brought to the headquarters area to teach, thereby
saving the cost of sending several employees on temporary
duty to the instructor's place of business for instruction;
and

o more self-administered training courses will be designed
for use by employees overseas, thereby reducing temporary
duty travel to headquarters for training. :

C. ADP Practices

During FY 1977 CIA plans to initiate additional procedures to
improve upper-level management control of the many requirements being
placed upon the Agency's central ADP facilities, administered by the
Office of Data Processing (UDP), to keep these requirements within the
pounds of ODP resource limitations. It is intended that Agency
components requiring the use of ODP resources will make their requests
within “service-unit® ceilings which their Directorates will have
arranged with CDP in advance, under the authority of the Comptroller.

21

Approved For Release 2002/11/04 : CIA-RDP79-00498A000300050027-4



Approved FoN¢lease 2002/11/04 : CIA-RDP79-00493%600300050027-4

D. Cash Management
Not applicable to CIA. Wo further reporting recuired.
5. Reproduction Equipment

1. List actions taken or proposed to require more efficient use
of reproduction equipment and maximize centralized field dudlication
services.

2. "The Central Incelligence Agency already has a centralized
system of control over roprOuactlon equipment. The Systems Staff of
the Printing and Photography Divicion within the Administration
Directorate receives and technically reviews all requests for copier
equipment, either rental or purchase. Requests must be approved before
the purchase or rental is made. The Printing and Photog’aony Division
also maintains a master file of information on all copying machines by

type of machine and by user office, and a review is made quartexly to
determine when replacement by a smaller or larger machine i3 indicated.
Monthly readings of the meters on reproouctlon mochines are monitored
to determine whether a particular machine is being used within its
volune specifications. When a machine is not adequate to its users
needs, recommendations for replacement are made--bearing in mind new
developments in the reproducing machine market. purchase priﬂeq or
rental costs. and the capabilities of particular reproducing machines.

F. Audiovisual Activities

1. (D0J, DOT, DOD, HEW.) Report to OMB on audiovisual facility
elimination and consolidation plans. (Agency heads review prior to
submission.)

2. Prepare detailed plan to (1) review existing facilities with the
purpose of eliminating or consolidating when possible; (2) establish
control to prevent the acquisition of unnecessary equipment and supplies;
(3) use existing government-owned films, etc., in lieu of new acquisitions;
and (4) increase reliance on private sector for audiovisual services.

3. CIA has only minor audiovisual facilities. ‘Activities consist
largely of the preparation of Lralnlng aids for operators of highly
classified PQU?pnPnt and briefing aids on substantive intelligence matters.
Widespread use is wade of films from other government agencies and from
commercial sources. 'The Agency relies on facilities of the Department
of Defense and HNSA for any other extensive audiovisual work. No further
reporting is required.
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G. Telephone Igquipment and Usage

1. Review GXLSLlﬂg equipment and usage and report to OMB on steps
taken/proposed and savings achievec/expected.

2. The CIA Telephone Pacilities Branch usad 12 lea ed Wide Ares
Telecommunications Service (WATS) lines for operator- 51ut00 long
distance telephone calls resulting in a savings of apgxox1mate¢y
$149,057 over regular commnercial rates during FY 1976.

3. 0On 1 June 1976, customer dial access to WATS was activated.
We are optimistic that this venture will result in substantial cost
savings in FY«1977. A goal of reducing non»published telephone lines
by 100 has been established. In addition, the remaining nonpubl ished
telephone line users are being encouraged to utilize WATS for their

outgoing calls whicn can be accomplished without security ramifications.

4. When the telephone system was installed in a newly-occupied
building, a dial intercom system was ordered in lieu of the manual
intercom-buzzer system which resulted in an annual recurring savings
of $6,500 and a one-time installation savings of $7.200.

5. A practice of informing customers of the dollar costs for
requested telephona changes was implemented and this has resulted in
customers selecting less costly methods of meeting their needs for
telephone service changes. In FY 1976, this resulted in savings of
$12,500.

6. Proposed steps to achieve savings in telephione equipment
and usage in 1977.

—-To make employees more aware of the costs of leasing of
telephone facilities, Agency notices will be published
highlighting the charges involved with providing the
following services: installation and relocation or telephone
instrurents and lines; dial "9" local calls; Wide Area
Telecommunications Services (WATS); and non~pub11%ned
telephone service.

~=T0 determine if items of equipment and facilities may be
surplus to our needs, the Chesapeake and Potomac Telephone
Company will be asked to conduct traffic studies of main
and satellite switching facilities. Providing satisfactory
service can be maintained, surplus equipment will be
discontinued.
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—--All invoices for non-published telephone long-distance
calls will be monitored to ensure that non-published lines,
which are more expensive than WATS facilities, are used
only for cover purposes.

--Adininistrative and support officers will conduct surveys
“of their divisions and staffs to identify items of telephone
equipment and facilities that are surplus and can, therefore,
be discontinued. :

H. Mailing Practices

1. 1Issue instructions on the most economical utilization of available
services (based on NARS guidance).

2. Not applicable to CIA. No further reporting required.
I. Office €P Other Space

1. Review present space utilization and submit plans to GSA to
assure per person square footage of space i3 kept to a minimum.

square feet 1is devoted to office space, averaging 129 square

Teet per person. This compares with the following figures reported by
other Government agencies:

OMF 226 gquare feet per person
GSA 1539 square feet per person
NASA 186 square feet per person
State 181 square feet per person
ERDA 168 square feet per person
Don 143 sguare feet per person

3. GBA standards range from 60 to 300 sguare feet per person,
depending on grade.

Jd. Records Storage

1. Dispose of or retire records to storage in accordance with
recoras control schedule.

2. The Records Disposition Program of the CIA provides for the

- gystematic removal of inactive records from office space and for the

preservation and/or disposition of records as prescribed by the
Federal statutes and Agency policies.
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3. All records in the offices are identified and evaluated

in order to determine.which records neced to be preserved, which-nay
eventually be destroyed, and the retention periods necessary to
meet those needs. Evaluations of the records are based on future
nesds; there are four basic evaluations: adininistrative, fiscal,
legal, or historical value to the creating or using office, other
Agency offices, the entire Agency., other Federal agencies, the
“entire Federal Government, business or other private organizations, -
or private individuals.

4, From this identification and evaluation a Records Control
‘Schedule is prepared to provide for a systematic and timely disposition
or record and non-record material. It encompasses permanent and
temporary preservation and prescribes destruction within the office
area, transfer to another component, and transfer to the Agency Records
Center or the Agency Archives. These Records Control Schedules are
then submitted to the National Archives and Records Service for
appraisal and approval by the Archivist.

5. It should be noted that the Agency was under a moratorium
until 10 December 1976 on the destruction of records invoked by
Senators Scott and Mansfield in a letter to Mr. Colby, Director of
Central Intelligence Agency in January 1975; destruction has not been
resumed. The prescribed destruction action in the Records Control
Schedules will be resumed upon the lifting of the moratorium. Transfer
of records to the Agency Archives or the Agency Records Center is
being handled routinely during this moratorium according to the current
schedules.

6. Further information on this subject will be available to the
OMB examiner in the course of the budget review if requested.
INTTIATIVE: b
TITLE: Personnel Management

DEPARIMENT/AGENCY: Central Intelligence Agency

RESPONS[BLE OFFICIAL: James H., Taylor, Comptroller TELEPHONE:

I. Executive Selection and bevelopment

Identify and train personnel having executive promise; develop
incumbent executives.
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1. The Central Intelligence Agency already has an Agency-wide
executive selection and development  system incorporating all the
features suggested in the OMB memorandum of July 27, 1976 on
Presidential Management Initiatives. This system is known as the
personnel Development Program (PDP)-—the Agency's formal approach
to planning for employee development and the filling of executive-
level vacancies. The Five Carcer Services--that is the groupings
of career personnel from the DCI Area and from the four Directorates—-
prepare PDP's covering their personnel. There are two Sections to
the PDP: Section 1 is the Executive-Level Development Plan which
is prepared for a three-year period; Section 2 requires the preparation
of Development Profiles which provide a framework for carcer planning
relow the egecutive level. Section 1 was first prepared in 1973 and .
was derived from the Federal Execubive Development Program. Section
2 dates from 1975. R ' ' . : '

2. The report of each Career Service 1s reviewed by the
responsible Associated Deputy Director and Deputy Director and then
forwarded to the Director of Personnel. The Office of.Personnel
consolidates the PDP's from each Career Service into an overall Agency
PP which is Forwarded to the DDCI for review. The DDCI then schedules
individual meetings with each of the Deputy Dircctors to review their
personnel Development Programs, with particular emphasis on the lists
of candidates for assignment and for development.

~-PDP Section 1: Executive-Level Development Plan

© This includes a listing of all expected vacancies for
positions at the GS~15 throudgh GS-17 levels for the next
three fiscal years and of candidates qualified for assign-
ment to these vacancics. Two candidates are norimally
identified for each vacancy.

o It also includes a listing of those officers in grades
GS-13 through GS-15 whose performance has indicated that
they have the potential for successful assignment to
executive-level positions. The roster provides for a
concise outlining of the assignments, experiences and
specific training which will prepare each of the officers
for increased responsibilities; these are developmental
plans tailored for specific individuals.

—PPP Section 2: Developmental Profiles
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I11I. position and Classification Management

o

A. One of the results of the review of the 1978 program in July 1676
was recognition by senior ma :nagement of the Central Intelligence Agenrv of
the need to have even more precise knowledge of how our present position
allocations relate to individual subctantlxe assignments. This has called

into guestion the applicability of “he present systenn of occupational coding.

B. The objective of the inventory is to determine in dotail, for sach
component: (1) relationships between personnel carrying out missions and
functions and those performing SLcnrv1qery. administrative and supnorting
roles, (2) the number of supervisory echelons overlaying functional component s
and (3) the relative distribution of personnel resources to substantive
intelligence targets.

Estimated
Action Step Milestone ~ Completion Date = Remarks
Conduct inventory Devise questions to be 30 October 1976
of personnel answered by inventory.
Plan implementation of 15 November 1976
inventory and make ‘
tentative work assign-
ments,
Complete directorate 15 November 1976 Inventories
inventories. distributed
components
8 November
Present preliminary 21 December 1976
analysis to BAG.
Report to LDCI on 4 January 1977
plans to refine the
Occupational Coding
System
Review inventory Complete review 15 March 1977

for evidence of
excessive layering Develop recomnendations 15 April 1977
or subdivision

Review personnzl 30 April 1977
classification

system in light of

inventory results

fstablish guide- Review inventory to 30 April 1977
lines for “assist- determine current
ant to" positions  situation. 15 Juna 1977

Develop any necessary

new guidelines.
Adjust personnel 30 September 1977
classification
gystem as necessary
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Iv. Productivity Measurement

A. Improve productivity weasurepents and extend such measurements to
functions not presently covered.

1. Numerous productivity measurement systoms are in operation
throughout CIA; they are constantly being refined.

2. In datgmprgcessing we measures:

--number of batch jobs per day;

~—gverage turnaround time for batch -jobs;

——number of records converted to machine langquage;

—-mean time to failure for each computer system;

—mean time to repair for each system;

~—number of requests for computer service completed
each month; and

——nunber of custoners (users) being support con—
currently on the interactive time—-shared computer system.

.

3. ‘The Office of Communications measures:

—~-measages handled by the worlawide network (total and man-
year; and :
—messages processed at Headgquarters (total and per-position).

4, logistics measures:

——number of pieces of mail handled;

——amount of classified trash disposed of;

~—nuner of printing jobs;

~—number of printing plates nade;

~—number of procurement actions processed;

——number of safehouses acquired,. terminated, and
maintained; and

—number of line items packed and crated.

5. Security maintains productivity data on:

25X1A

—Information release (Mancl g O T oyuesSTo orrasT
the Freedom of Information Act, the Privacy Act
and [.0. 11652}.

6. We currently plan to extend product ivity measurement in 1977 to:

——communications equipnent repair and revurn; and
~-cryptographic equipment distribution.

3]
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Approved For Release 2002/11/04 : CIA-RDP79-00498A000300050027-4



Approved Folelease 2002/11/04 : CIA-RDP79:00493%600300050027-4

5. The above listing of arcas in which productivity measurement is
applied within CIA is a sample only; in one form or ancther, productivity
measurement is used throughout the Agency. Of the many other activities
on which data are compiled, the following may be of particular interest,

C. 'The Operations Directorate uses the framework of the Hanageinent by
Objectives system to measure the quantitative output of the component offices
of the Directorate and to assess accomplishment of Directorate~wide objectives.
This effort is complemented by reqular cvaluative processes which provide the
qualitative dimension. Specifically, intelligence reports are regularly

graded for quality. These data are computerized and then analyzed by reporting
priorities that are established for the Directorate in answering the kay
intelligence questions that drive the national intellicence effort. Accumu-

lation of these data bases allows comparisons of current performance with

past performance and helps management plan for future intelligence collection.
Further evaluation is provided by regular, systematic gathering of evaluative 25X
comuents from the customers of intelligence, both inside and outside the Agency.

k. In the offices that produce finished intelligence, productivity is
routinely monitored through a system of quarterly production plans and reviews
of contractual actions. These reviews permit focusing research and analysis
on those developments requiring the attention of the professional intelligence
officer, and they permit a concurrent assessment of the alternative of
external assistance for the wost economic approach to a given intelligence
problen.

F. From time to time, external and internal studies are underiaken to
determine if organizational structure and work procedures can be altered to
increase productivity and improve efficiency. This is now going on in the
DI, where an internal study of the merits of combining production supnort
components complemented an external contractor's recommendation that
organizational realignments of the production offices would increase the
guality of their outputs.

G. A final example of productivity measurement is the Agency's explor-
atory research and development program, wnich reflects the conscious management
decision to apply high technology equipment and procedures to enhance nany
phases of the intelligence process. Virtually all the research projects
involve development of new, better, faster, or easier—to-use equipmenti,
techniques or methods of analytic work. At each step of this process,
productivity measures appropriate to the specific task are used to evaluate
offectiveness of the R&D product to the intelligence need.

30
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I, It is, of course, in the fields of clandestine activities and
substantive intelligence production that productivity measurement must be
approached with the greatest care. In these fields, quality criteria are
far mwore imgertant, and more difficult to compile and judge, than quantitative
data. ftioreover, CIA is constantly involved in preparing for contingencizs--
contingencies that in many cases will not arise if Agency programgs are
effective. '

I. The development and compilaticn of productivity data in the Agency
is a process that is fully integrated into both budget development and
management evaluation and control. 1In each Directorate, management control
during the operating year and Gevelopment of staffing and budget proposals
for future years are carried out concurrently, primarily through periodic
reviews of component perferaance and plans conducted by the Deputy Directors.
Given the extreme personnel pressures under which CIA is now operating,
productivity measurement data has proved invaluable both for identifying
programs of marginal utility that can be considered for elimination and
for identifying areas in which rising productivity offers opportunities
for reducing staffing levels. The two reviews of DDO reporting referred
to above on efficiency evaluations are illustrative of the First type
of use. The very substantial reductions in Comaunications personnel that
have been made in the face of the rapid growth of the vorkload of the
communications network over the past several years are a particularly
good example of the second kind of use.

V.  Gmployment Ceilings
Take steps to assure adherence to President's employment ceilings.

The system the Central Intelligence Agency uses to
administer personnel ceilings is part of the normal budget
cycle and starts with letters of financial guidance which
the DDCI issues at the start of a fiscal year. Along with
apportioning funds for the fiscal year, the DOCI apportions
the Agency's personnel ceiling to the DCL Area and to the four
directorates that comprise the Agency. During the year, number s
of personnel on duty are monitored monthly by the Resources
Staff of the Office of the Comptroller. Data for this purpose
are provided by the components tiwrough the computerized budget
reporting facilities. In addition, the Office of Personnel
reports on-duty strength as of the last day of the month just
past and projects end of the year positions based on Agency-
wide rates of accession and separation. These data provide
the background for the Comptroller to weligh requests for
increased ceiling as unforeseen requirements for personzl

" arise. Any decisions to shift positiong within the existing
ceiling are made at monthly Comptroller's meetings, which
are attended by the four deputy directors—-—each of whom 18
reaponsible for personnel management within his directorate.

47

This system has been completely successiul.
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